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Assistant Director, Scientific Intelligence 19 April 195

Chief, Management Steff

Btudy of Office of Scilentific Inteliigence Missione and Functions

1. Attached hereto 1s a steff study based on our survey of the
Office of Bolentific Iptelligence, undertaken in sccordsace with your
Teguest of 15 December 1953. The staff etudy condenses the material
discussed at a meeting with yvu om 31 March 1954.

2. Conflrming conversations between MENNNENR of my staff and
you on 16 April 195k, the recpmmendations attached hereto need no
formal reply on your part; end are considered aceeptable by you and
by us for purposes of future planning end implementation subject to
svallability of properly qualified persomnel. Many of these recom-
mendations are oot origingl vith the Nenagement 8taff and the
vwisdom of properly timing implementation are points which both you
ad I recognize.

3. MFsanvhile, we intend to work closely with you on developing
internsl missions and functiops which you cen use today. By con-
timing this close contact, wp will thus be in position to assist
You on the spot each time a change is to be made.

§. I should like to express my appreciation for the cooperation

afforded us by members of your Office during the course of the survey,
particularly your own gemercus allocation of time.

B e




Sanitized - Approved For$ileldse : CIA-RDP61-00274A000200130013-8

T0s Assistant lirector, falentific Tnielligence

SUBJSCT: Study of Organization of the Office of Seiaentific Intelligence

1, PROBLEM:

To study presemt organizationsl and functional problems of the [ ffice
of Scientific Tntelligence and to recommend a proper organizaticnal
structure,

2. PACTL BuiRING O THI. VRUBLJM:

The following facts wers determined after disoussions with staff and di-
vision personnel, review of present responsibilities and review of actuszl
projects:

8. The issistent Iirector and Ris leputy are responsible for most long-range
planning activities and for the control of divisional activities, with
advice from staff component#, No other component has the facilities or
the suthority %o conduct, op & full-time basis, the work of planning or
of production control. The iseistant Lirector and his Deputy could not
exercise full-time planning and control activities without relinquishing
or reducing their present activities.

b. There is, at preseni, no (ffice program or statement of research and
production cbjectives for the guidsnse of staffs and divisions. There
are no qualitative or quantitative eriteria for research and production
of scientific intelligence vhich are recopnised by all components. Di-
visions sre responsible for establishing their own research and produe-
tion programs, for fitting in the ed hoc, short-ters projects and brief-
ings which they must perfore and for insuring acequate coordination with
other divisions anc with other compenents and agencles.

¢. Many division and staff chiefs feel that collection is inadequate.

d. Divisions are, in general, tnable to devote pufficient time and atten-
tion to research in depth because of the volume of short~term projects
which they must perform.

s. Collection and requiraments activities are split betwsen various com-
ponents and there is inadequate control over collection lisison.

f. Tivisions vary in their spplications of DCID 3/h and in their definitions
of scientific intelligence.
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There 1s overlep snd duplicetion btetween verious components. Research

and production in various sciences is performed by both substantive di-
visions and by Scientific Aralysis Tivision, slthough subetantive divi-
sions have responsidility for work in these sciences.

LISCUSS ICK:
Epecific exsmples of the facts stated are as follows:

In their interpretations of ICID 3/k and the nature of aclentific intel-
ligence, Applied Ecience [ivision, Medicine [ivision, Scientific Hesources
Division and Blolegy Uivision have different approaches. ASD fzels it
has no responsibility for producing intelligence at all, except eon a
limited baeis for internal (IA purpotes, because intelligence production
relsting to weapons is sssipned to the lLefense lepartment. Hedieine I'i-
vision attempts to direot all its work toward estimating foreign military
copebilities. SEI expresses no interest in military capabilities and
Riology Iivision has empharized more the basic science then the intelli-
gence product. The orestion of a uniform Office policy for the sppli-
cation of 1T 3/L and the establishment of criteris for finished intel-
ligence production could asrist divisions in orienting their activities
and determining necessary guide lines.

Tivisions have expressed s desire for & greater quality and quantity of
meterial procured bty oovert collection. livision analysts hesitete to
use material presently collected in finished intelligence publications.
ESA and tha2 lefense lapartment do not now receive the same degree of
sttention for purposes of expediting collection as other collsctors.
There 18 & nead to establish procedures for the briefing, by 081 enslysta,
of ¥I/ID/P collection personnel traveling overscas, and there is & need
to establish grester control over the collection liesison activities of
051 personnsl.

In the absence of an sver-all (ffice program, the erszation of plans and
programg for improving collection is difficult, if not imposeitle, since
collection is en activity in support of research and production.

The establishment of more sdequate controls over divisional rescarch,
production and raelsted activities would diminish cuplication between di-
visions, such as that which exists between Medicine Livision ard Blology
Livision in microbiclegy end hioloygicel warfare. rore emphasis upon
over-all 0ffice plenning, Ancluding collection plamning, would resulit
from the consolidetion of the elosely interrelated functions performec
by Operations Staff and Requirements Pranch., The relstive independence
of divisions from day-by~-cay, central controls has frequently rosulted
in inadequate cooperestion and coordination among divisions in thelr
coverage of various aspects of resesrch and production - as, for example,
in puvided missiles and wespans.

-dm
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(B divisions sre required % produce so great a number of reports,
briefings, etc., - &ll tasks of a "question-snswering" nature - that they
must de-emphssize the important work of research in depih. Central con-
trol of procducticn anc assignment of work could serve many usefu il pur-
poses: it could estsbiish and maintain work schedules and therdehy in-
srease affective utilisstion of personnel; it could screen work to pre-
vent overlosding of divisions; it could review work to be certain that
all research and produstion is cuslitatively and quantitstively sound,

in sccordsnce with principles of effective personnel utilizatior and con-
sistent with office pregrams znd objectives.

Recognizing the fact that (87 might wall use a greatcr pumber of persomnel
for the work it is called upon to perform, &nd recognizing slso the exia-
tence of budgetary restrictions limiting the numbers of personni 1 which
can be employed, it would be sound management to take any steps necessary
to insure thet every piece of work is essential and of high cuality, and
thet all personnel who are on hand are being used most effectivaly, Cun-
tral production planning and contrel can sesist 08T in nohisving this oh-
jective. The Intelligence Poard is an advisory and not an executive type
of body, and cannot exercise the dey-by-day, full-time control and direc-
tion which ars necessary. The Assistant Iirector, his Leputy and his
Staffs are not now able to perform this work.

The Seientific Analysis Iivision, which was originally created .o provide
a service of common concern for all divisions Yy procuring end =mploying
unpublished special intelligence, hes become another all-source sub~-
stantive division. Petter renpower utilization withic 0SI &s & whole,
and better utilirstion of S}T personnel, could be achleved if .0 per-
sonpel were asssigned directly to the other divisione and carried on their
T/0's. In this manner, all divisions would have the advantage of the
language ability and the intelligence ablliity of such personnel; they
would have additional persornel to hsndls all of the workload; super-
visory duties could bte consvlidated, and there woulc be & more clear-cut
delineption of responsibilities of all O8I divisions.

Retter manpower utilisstion might aleo result if the Physics and Flectron-
ies Nivision experiment of centraliging writing of finished intelligence
publicetions proves successful. I* peems clear thst ell anslyete are

not good writers, snc if this work is assigned to writing gpecieliste,
other analysts would have more timc to devote to resesrch in depth., 7
the Pii Iivision pilot installation is sffectivs, it might be scopled by
81l divisions.

The esteblishment of Office programs and objectives for intelligence re-
search and production would facilitate planning and acministration of
programs for external projects, use of consultants and overssse travel
of (Y1 personnel.

-
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The consolidation of the collection and requirements functions of pere~
tions Staff and Reguirements firanch would permit more effective cellec~
tion planning and control, expedite fulfillment of requirements apd sin-
plify the task of division personpel in preparing requirements and in
obtaining material. Tt would zlso serve toc eliminate some duplicstion,
as, for example, in requiremente support of ov.reeas climents, in the
development of long rsnge recwirements and in planning €I exploitation
of material and international confersnces, all of whieh involve beth
Operstions ¢ taff and Heguiremants Ersnch.

CONCIDETORS:
£ everal organizational and functionsl problems exist within CEI. The
principal protlems could be minimized Yy greater smphssis upcn lorg-

renge planning, upon productian planping and control and upon contolica-
tion of certain functions to eliminate deplication and/or overlap.

The following plamning sctivities snculc receive grester emphacie:

(1) refine Soientific Intelligence, cetermine needs of CIA and of the
intelligenes comsunity, and plan long-term 26T responsibilities, ob-
jectives, priorities, and orograms consistent with ICIL 3/L and G£1'e
internal CYA respeonsibilities.

(2) Plan methods and emi preducts of intelligence production consisient
with (1) above,

(3) Plan qualitstive snd quantitstive oriteria for intelligence rasesrch
and production, in terms ¢f science and intelligence value.

(L) Plan methods of coordinating Nt sctivities with those of oth:r in-
telligence agencies.

(5} Plan production controls #nd ccordinating mechsnisms.

(6) Plan progrers for improverent of collectlon, exploitstion of sources,
use of consultents, exterral projects, lialson procedurss reliting
te ocollection and %o production, eto.

(7) ?Plan programs for support of cther components and agencies.

(8) Plan assignments of work to civisions.

(9) Conduct a continuing review of the manner of implementation of {1)

The following control sctivities shoulo reccive greater emphasis:

(1) vlan and sssign snort-terr projects, programs, and rssponsibilities
to fulfill long taers objectives, prograus, priorities, eto.

o -4
Sanitized - Approved For ReleggééﬁlA-RDPm-00274A000200130013-8



Sanitized - Approved For Releé'éeREélA-RDP61 -00274A000200130013-8

{2) Conduct daily contect with other components and agencies %o cetermine
needs for (£1 fulfillment.

{3} Conduct daily contact with collectors to expedite ulfiilmert of re-
quirements.

(L} Heview requests leid on £7 for preduction, briefings, ete., for con-
sistency with work load, prior commitmente, programs snd priorities,
and sssign work.

(5) Conduot daily coordinestion of work and essigrment of responeibilities,.

{€) Review proposed projects anc work in process for conformity with plars,
programe, ohbjectives and priorities.

(7) Review projects in process in tems of quantitative and quaiitetive
eriteria,

(8) 7rovide daily direction and guidance to subatentive work.

(9) Heview end products of projects and assigmmente cualitatively, quan-
titatively, and in terme of programse, objectives and prioriiies.

(10} Heview, on & continuing »esis, utilisation of scurces, qualitative
and quantitative nature »f source material.

(11} heview, on a continuing basis, quality aend quantity of ST support
to other apencies, with special raference to current intelligence
support.

Certein orgerizational changss would be desirable in order to ilnsure ac-
equate fulfillment of the adtivities indigspted in b snd c.

Better manpower utildizetion and plenning would result from intepration
of Medicine and Blology !ivisions, integrstlon of Operations Staff and
Requirements Branch, climination of Soientific Analysie Idvieion throuyh
re-aselgnment of ite pereonnel within the other divisions and cuntrali-
gation of controls over such activities as collectiocn liaison.

ReCOMEENDATIONS :

It is recommended thaty

The propossd (ffice of Scientific Intelligence organization chart (Tab 4
and the proposed functions, which have been outlined generslly “or new

061 ocomponents, (Tab "), be adopted. The propesed organization provides
for:

-G
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(1)

(2)

(3)

(L)

(%)

(€)

(n

Creation of a position of Chief, Ressarch and Production. This posi-
tion could be filled by the DNeputy Assistant iirector in a dusl
cspecity. It would include direction and coordination of all ressarch
end production activities of (ST divisions.

Creation of a Policy snd Coordination Staff, a2 steff component with
no oparsting responsibvilities., This would be an advisory and plan-

aing body.

Elimination of Intelligepce Production Staff and re-constitution of
this component as two ookponents - Froduction Control Staff and Pub-
licstions “taff - to serve as tools for the Chief, iescarch aind
Froduction in the accomplistment of hie dutdes.

Consolidation of the collection and requirements functions of Opers-
tions Steff and nequiremente Franch to oreste & Collection ¥lenning
and Support Staff,

tlimination of Scientific Anslysie Division and distribution of its
personnél among the other divisions. (iote: If such personnel,

after eliminstion of SALl, were to be physically located at H:A to ger-
vice their divisions, they should be subject to the supervision of

one individusl zssigned by the Chief, Ressarch and Production).

Consolidation of redicine and Biology Divisions, including integration
of personnel snd funotions and consolidation of supervisory duties.

Creation of e Friority Frojects Division if it is Getermined that 77
should conduct resesrch snd produce intelligence of two types: 1in
the basic sclences and ir specific objectives of a long-renge nature,
This Iivision should also be responsidble for consolidating the work
of short-term 081 tesk forces. It should consist of a nucleus of
personnel permsnently asrigned tc work in such projeats, surplemented
by persennel sssigned from other divisionme Yy the Chief, Hescarch

snd Production.

The Poliey and Coordination ftaff take immediate steps to plan (I long-
term production objectives mid priorities, programe, policies and pro-
sedures for coordination witlh: other spencies snd criteria for scientific
intelligence productiocn.

A projects reporting snc centrol system for sll ¢S divisions be created
and installed under the direction and maintenance of the Production Con-
trol Stelf.

Statements of present missions end functions be revised as necetsary to
reflect the new orpanisation.

wbm
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e. All liaison for collection purposes be conducted by the Collection ?Ifn-
ning and Support ftaff and all liaison for producticn purposaf be czx} ‘
trolled, coordinated and revitwed by the Chief, Research and Frodaction.

25X1A9a
Chief, “anagement < taff
ANRLXES s

Tsbh A - Proposed 08T trganization Chart
Tab B - Functions of &7

ACTION HY APPROVING AUTHORITY:

APFROVLD:

}ssistant [irector, fciertific Intvellipernce
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